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5S:  A Tool to Achieve the Future State

 5S is a process and method for creating and maintaining 
an organized, clean, and high-performance workplace.

 5S is the foundation for continuous improvement, zero 
defects, and cost reduction. 

 5S is a systematic way to make a more productive work 
space through employee involvement.

 5S enables anyone to distinguish between normal and 
abnormal conditions at a glance.



Yellow Belt Training 4

5S + 1

Each step of 5S 
builds upon the next.
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Office Space without 5S
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Sort (Seiri)

Establish criteria for determining what is and is not needed in the 
area based on:

• Usefulness of the item / equipment.
• Frequency of use.
• Quantity needed.

Before

AfterRed Tag Evaluation
•Keep in existing area.
•Move to different spot within area.
•Hold in red tag area.

When in Doubt, MOVE IT OUT!
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Simplify or Set (Seiton)

Determine the location for needed items and how 
they should be kept.

• Consider how to store tools and templates.
• Consider principles of motion waste. 

Identify best locations.
• Labels, signboards, maps, shadows.
• 5S Map: shows location of equipment in the area.
• Color-Code Strategy: distinguish use of tools / parts by 

color.
• Outlining work areas and locations.
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Shine (Seiso)

 Determine Target

 Determine Assignments

 Determine Methods

 Determine Tools

 Implement Shine

What needs to be cleaned?

Who is responsible?

How will it be done?

What is needed?

Everyone's responsibility.
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Standardize (Seiketsu)

 Establish guidelines for sort, 
straighten, and shine conditions.

 Bring the condition of the area up 
to those standards.

 Make the standard guidelines 
visible.

 Maintain and monitor first 3S’s.

 Assign responsibilities and 
monitor through self audit and 
evaluation.
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Sustain (Shitsuke)

• Development of new awareness and skills.
• Support from management.
• Ongoing, company wide communication.
• Making 5S standards part of daily work.
• Total employee involvement. 
• Implement Sustainment Checklist.   

TrainingManagers Committed “Buy-in” from all workers



Yellow Belt Training 11

Five Levels of Excellence

Sort Simplify Shine Standardize Sustain
Level 5
Focus on

Prevention

Level 4
Focus on

Consistency

Level 3
Make it
visual

Level 2
Focus on

Basics

Level 1
Just

Beginning

Employees are
continually seeking

improvement
opportunities.

A dependable, 
documented method has 

been developed to provide 
continual evaluation, and a 

process is in place to 
implement improvements.

A dependable, 
documented method has 

been established to 
recognize in a visual 

sweep if items are out of 
place or exceed quantity 

limits.

A dependable, 
documented method has 
been established to keep 

the work area free of 
unnecessary items.

Unnecessary items have 
been removed from the 

workplace.

Necessary and 
unnecessary items are 

separated.

Needed and not needed 
items are mixed throughout 

the work place.

Designated locations are 
marked to make 

organization more visible.

A designated location has 
been established for items.

Items are randomly located 
throughout the workplace.

Area employees have 
devised a dependable, 
documented method of 
preventive cleaning and 

maintenance.

Everyone is continually 
seeking the elimination of 

waste with changes 
documented and 

information shared.

There is a general 
appearance of a 

confident 
understanding of, and 
adherence to the 5S 

principles.

5S agreements are 
understood and practiced 

continually.

Work and break areas and 
machinery are cleaned on 

a daily basis. Visual 
controls have been 

established and marked.

Substantial process 
documentation is available 

and followed.

Follow-through with 5S 
agreements and safety 

practices is evident.

Working environment 
changes are being 

documented. Visual control 
agreements for labeling 
and quantity levels have 

been established.

5S agreements and 
safety practices have 
been developed and 

are utilized.

Work and break areas are 
cleaned on a regular, 

scheduled basis. Key items 
to check have been 

identified.

Work place areas are dirty, 
disorganized and key items 

not marked or identified.

Methods are being 
improved but changes 

haven’t been documented.

A recognizable effort 
has been made to 

improve the condition 
of the workplace.

Work place methods are 
not consistently followed 
and are undocumented.

Work place checks are 
randomly performed 
and there is no visual 
measurement of 5S 

performance.
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5S Scorecard - Examples
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Safety

Common Sense is Good Sense
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Safety

• Include Safety in all your Improvement Projects.
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5S Example

Operators claim a 50% improvement in overall efficiency
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5S Example – G-7 Supply Cabinet

BEFORE AFTER
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Exercise
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Visual Controls
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When anyone can walk into a workplace and visually 
understand:

• The current situation.
• The work process.
• Ahead, behind or on schedule.    
• When there is an abnormality.

Use signals, lights, diagrams, charts and signs to: 
• Clearly define the normal condition or a 

required action.
• Expose the abnormal undesired condition

in real time.

What is a Visual Workplace?
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Examples of Visual Controls
 Shadow boards for tools, supplies and safety 

equipment.

 Color coding such as Green / Yellow / Red.

 Lines on the floor that outline storage areas, walk 
ways, work areas, etc.

Marks to indicate correct machine settings.

 Standard work instructions, standard operating 
procedures (SOPs).

 Kanbans to control production.
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Visual Controls - Example

5 seconds or less – what is 
out of place and missing?
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Examples of Visual Controls – Management Reports
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Visual Controls – Final Thoughts

A signal that does not come on is 
meaningless.

• Must come on to identify & expose waste or a 
required action.

The number of times that a signal goes on is 
not important, but how long it takes for the 
signal to go off, is!
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Standard Work

 To choose out of the best method and use it.
 Today’s standardization, instead of being a barricade 

against improvement, is the necessary foundation 
on which tomorrow’s improvement will be based.

 Standard Work eliminates the possibility to do 
anything but follow established best practices.

“If you think of ‘standardization’ as the best that you know today, 
but which is to be improved tomorrow, you get somewhere.  But if 

you think of standards as confining, then progress stops.”

– Henry Ford
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The principles, tools, and techniques used 
to ensure process standardization in a JIT 
environment.

Developed by the people who do the work.
Focused on efficient use of resources 

through waste elimination.
Establishes the foundation for CPI.

What is meant by “Standard Work”?

“Where there is no Standard, there can be no Kaizen.” 
– Taiichi Ohno
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Why Standard Work Is Important?

 Lowers Process Time
Reduces variation - Work is performed the same way every time.
Decreases learning curve for rotating workforce.
Reduces waste (More time is spent performing)
Supply knows what to Supply and when.

 Critical in guaranteeing success every day.
 Increases quality and first-pass yield.
 Critical for effective Point of Use System (POUS) & 5S.
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Standard Work Instructions
EXAMPLE: 

American Eagle Kit Instructions

Kits Include:

Parts needed to complete the build

Step by Step Instructions on how to 
assemble with visual aids

A final picture with it assembled
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Standard Work Example
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Standard Pig

Exercise



Yellow Belt Training 67

Time Components of Standard Work

Lead Time  =

Cycle Time  =

Takt Time  =
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Lead Time

The time required to complete an entire 
process (including wait times) from order to 
delivery.

Can be measured or estimated.
Examples:

• Time to produce an item.
• Time to complete an approval process.
• Time to complete a report.
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days 5(ER) Rate Exit
(WIP) Process In WorkLeadTime

15
75 

Exit Rate (ER) = 15 
Widgets per Day

Input Output

Work in Process (WIP) = 75 Widgets

Lead Time Estimation
Little’s Law Example
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Cycle Time

 The time it takes a product to move (cycle) 
through a step or a process, including queue and 
move times.

Example
• The time from when the order is taken for production 

to when the order is completed.
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Takt Time

The rate at which a product or service needs to be 
provided to meet customer demand.

Time Available

Customer Demand
Takt Time =
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Takt Time

 250 Available Workdays per Year.
• (assuming 5-day work week)

 Customer requires 30 Units per Year. 

• With a Takt Time of 8.3 days, you must induct and 
sell a unit every 8.3 workdays in order to meet the 
Customers annual demands.

 
 

per Unit days 8.3  TimeTakt 

 Units30

days 250
  TimeTakt 




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Workload Balancing

 Workload Balancing is 
the balancing of a 
process between several 
staff positions.

 Cycle Time must be less 
than or equal to Takt 
Time.

 Wait Time is commonly added to Standard 
Work to synchronize sub-jobs across staff 
positions.
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Mistake Proofing

“Anything that can go wrong, will go wrong!”
That is why we need mistake-proofing.
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What is Mistake Proofing?

Technique to prevent mistakes before they 
create defects.
• Devices which prevent mistakes from happening.
• Methods to prevent errors and to detect errors 

quickly if they occur.

Less expensive than the cost of rework.
Based on simplicity and ingenuity.

“You will become clever through your mistakes”
– German Proverb
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Everyday Examples
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Why is Mistake Proofing important?

 Enables continuous work flow & reduces cycle time

 Builds quality into the process, reducing the number of 
in-process inspection interruptions.

 Is a critical element of perfecting standard work.

 Enables quick detection of defects to prevent passing to 
the next process or customer.

 Reduces defects which reduces operating expenses.

Accept no defects, make no defects, pass no defects!
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Piloting

Piloting helps us understand the impacts of 
changes to the process.
• Select your improvements and prioritize them.
• If jobs are re-assigned make sure everyone 

understands their new role.
• Use the pilot to ensure you have identified the root 

cause of the problem(s).
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Benefits of Lean

Work Smarter; not Harder.
Reduces costs by:

• Reducing delivery time, cycle time, set-up time. 
• Eliminating waste.
• Seeking continuous improvement.

Improves quality. 
Increases overall customer satisfaction. 
Improves employee morale and working 

environment.



Control Phase
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Control Phase

Objectives:
 Establish control plan. 
Verify improvements.
 Transition project to process owner.

Activities:
 Identify replication  opportunities.
Update Standard Work Instructions.
 Integrate lessons learned.
 Integrate and Manage solutions in daily work processes.
Prepare a project transition plan and management review.
Celebrate your success.
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Control Plan
 Control Plans create a structured approach for control of 

process and product characteristics important to the customer.
 Control Plans assure well thought-out reactions are in place if 

an out of control condition occurs. 
 They provide a method for documentation and communication 

of control methods.
 Control Plans must be living documents.
 Control Lag is the time from Operation to Adjustment taking 

effect.



Yellow Belt Training 85

Feedback Sessions & Turnover Plan

Feedback Sessions provide teams with 
opportunity to reflect on the success of the 
project/event.

• What Worked?
• What Didn’t Work?
• What can be Capitalized?

Project Turnover Plan
• This where you develop and document the 

turnover of the project.
• The Project will be turned over to the Process 

Owner.
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Complete Report Out

Complete a Project Financial Metrics Worksheet
 Project / Event Savings

• Labor Saved / Avoided (in $).
• Material Saved / Avoided (in $).
• Space Saved (in Sq. Ft.).
• Etc.

 Project / Event Costs and Benefits
• Cost of Manpower for Project / Event (in $).
• Return on Investment (ROI).



Yellow Belt Training 
Wrapup
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Vision

Use CPI tools to:
Achieve Cost Wise Readiness. 
Ensure that products are “Ready For Tasking”.
Improve Quality of your product / service.
Improve your work environment and increase 

morale.
Increase customer satisfaction.

Work Smarter, not Harder!
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 Employee Involvement
 Clearly defined Command goals
 Stable deployment Teams

 Teams have been proven to be most effective in the deployment 
and sustainment of gains in CPI projects.

 Identify & Empower Champions
 Use and reward motivated people, then follow through.

 Visual tools
 Strive to have visual tools that make it easy to see and 

understand the process, what the current status is, and any 
abnormalities.

 Atmosphere of Experimentation 
 Tolerate mistakes, demonstrate patience, etc.

Keys to Success
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CPI is all about reducing our cost of doing business by increasing 
Productivity and Quality.

CPI concepts are well-proven, fully demonstrated and exemplify 
“World Class” business concepts.

Take-Aways
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What We Have Covered: Course Goals
Advocated and promoted the need for a CPI culture within the 
Marine Corps.

Discussed the principles and methodology of Lean Six Sigma 
(LSS) / Continuous Process Improvement (CPI).

Discussed LSS tools and how they can be applied within a 
project / event and the workplace.

Defined the roles and responsibilities of being an effective team 
member.
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 DMAIC
 Variation Types
 Root Cause Analysis
 Types of Improvement Opportunities
 4 Purposes of CPI
 8 Types of Waste
 5S+1
 Takt Time

Recap
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THINK CPI

Optimist says: 
The glass is half full

Pessimist says: 
The glass is half empty Standard

glass of water
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Yellow Belt Certification

Complete Marine Corps Yellow Belt Course

 Perform a 5S event in your work area

Examples:
Organize Office Supply Closets

Organize Share Drive Files
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Additional Training Information

Military Students
The below training event codes (Table 77) replaced 
the Military Service School codes from (Table 02).

LX 3 LEAN SIX SIGMA - BLACK BELT 
LE 3 LEAN SIX SIGMA - EXECUTIVE BELT 
LG 3 LEAN SIX SIGMA - GREEN BELT 
LY 3 LEAN SIX SIGMA - YELLOW BELT


